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ABSTRACT 

The Essex County College Learning Resources Center 
was established within a two-month period in 19G8r allowing no time 
to train personnel, develop procedures, or do organized planning. 
Consequently, the Director developed a tight central leadership and 
decision-making system. It was decided that the organization needed a 
management system that would guide the organization toward pre-set 
goals, decentralize decision-making, provide performance standards, 
improve individual performance, increase motivation, and create 
participative management. The management by objectives (MBO) system 
was chosen. Staff were trained in MBO procedures. Written objectives 
were prepared for projects to be executed between February, 1972 and 
January, 1973. A scheduling board was set up to facilitate visual 
followup of the projects. Evaluative procedures for testing the 
results were also set up. Findings show that there is better 
planning, since department heads have to prepare objectives 
periodically. MBO improved the Director's performance by 
decentralizing his authority. Evaluation is facilitated through the 
wealth of quantitative and qualitative data offered by HEO. It was 
concluded, based on one year of testing, that MBO provided 
considerable administrative improvement. (KM) 
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The Chantje of Manaijerial Policies at Euaex Couirby Colle^^e Learning 
Resources Center and Inbroductlon of Manuf-ieniont by Objectives System. 

Tn troduc Hon 

The EsGex County College Learning lleaources Center was organized 
in Summer, 1968 and became operational in September of that year. The 
Director of the Learning Uei^ources Ceirber was hired on August 1, 1968, 
and given tlio task iji the next two months to set up pliysical facilities, 
to acquire collection, to ;3elect and hire personnel, and to establish 
budgetary and adminis trabive procedures. By the end of September, 1968 
the school opened with an enrollment of 4,000 students, and from this 
date the Learning Resources Center started to provide services to its 
community. This rapid build up of an organization from nothing to a 

formidable division v/ibli an annual budget of approximately 400,000 

1 

dollars,, and the constant pressure for increased servic^es, created a 
managerial crises of considerable magnitude. The whole operation was 
run from' day to day withoub long-range planning, which would enable 
to make most effective and economical, use of manpower, equipment, facil- 
ities and money. The major activities were directed toward meeting the 
daily crises which pub the Learning Resources Center into a situation' 
which is generally referred to as "management by crises." 

In the Fall of 19V1, the Director of the Learning Resources 
Center decided to analyze the existing managerial system, to identify the 
problems, and to find satisfactory solutions^, which would either r^ectify 
the present system, or replace it v/ith a more effective one. 



A ttoee monbh study of the sya'bem revealed that the major 

weakneSGeG of the organization take their orl[;in Trom the inode and 

circuinfltanoes in which the division was rorincd. Because of the limited 

time in wliich the Learnin[j ResourceG Center waa set up, there was no 

time available to train persoiuiol, develop procedures, or do organised 

planning. The beet ansv/er, at least during the initial organizational 

period, seemtBd to he a tight central leadership and control. In the 

first three years the Director of the Learning ReGources Center, as the 

most experienced member o£ the managerial team, developed a centralized 

decision making machinery. This mode of management tends to provide 

immediate and visible results wiiich give satisfaction and credit to the 

superior, but excludes those with whom he is working. The Director was 

making not only the decisions he should, hut also many that coxold be 

made more soundly by others. A process of the delegation of authority 

had to be started, which woiold motivate people to plan and to decide, 

and to do things out of their owii v/ill and satisfaction rather than 

■becau:':ifr they- were to].d bo do so. A great need arose to adopt a system 

which would motivate people to achievement and induce them to participate 

•ti' 

in the managerial process. 

The short organisational period, 'and the pressures of every day- 
work did not allow the time for development iof rational performance 
standards. Again, a system had to be developed which would provide the 
data on which the standards eould be TDased. 

Until now, the individual performance was evaluated and Judged 
by observation of the results achieved by a. staff member. Because of 



lack of atandarda, Vaovq mu no .meaijurable quniibitatlve data available 
to provide a tiatirjfactory evaluation system. There waa a need for a 
inystem which would provide as a by-product quantitative and qualitative 
date, which would become the base for stondardD, enhance forecasting, 
and create an in»3truinent which could be uided for evaluation and improve- 
ment of performance. 

After the identification of the existing probleiiuT, it was 
decided that another management system rm^i be introduced, and possibly 
one that would deliver the follo^ving factors: 

a. Introduce a plaimlng system wlrich would guide the 
organization toward pre-set goals 

b. Decentralizc3 decision malcing process 

c. Provide performance standards 

d. Improve individual performance 

A e. Increase motivation to achievement 

\ 

f • Create participa-^ive management 

^jelection, of lE^Q oy;jt em to SQ_ly.e MaTU\fjeria X Pro 'bi ^ii.s at E sse;<: County 
rvjlle^je. Learning, ReoQm:c. es , C enter 

After sereral months of study of the existing management systems 

the Director of the Learning Reso^arc^f:;. Center decided to test the MBO 

system for possible adoption at Essex County College Learning Resources 

Center • This system \haG been laiown and practiced by profit making' 

institutions for a long time. The present ' literature on the subject 

indicates great managerial success of companies which use the MBO system 

in their operations. What seemed to be more encouraging, was that the 

MBO seemed particularly successful in rectifying similar problems as 

faced by the Learning Resources Center. This approach seeme^d to be the 



most proper way to iinprovu Lhe manaijoinant procGclui^ea at tlie Learning 
ReGOuroes Center. 



The followlxi/j jtepn liave Leen taken to i3et up procedures for 
the execution of the projecb: 

a. Tralnin/: of the Learning Uesourcea Center staff in MDO 
procedures 

b. i^re paring of v/i*ltben objectlvjo for projects to be 
executed between i'^ebfuary, 1972 and January, 197:3 

c. Setting up of a scheduling board to facilitate visual 
follow-up of the projects 

d. Sotting up of evaluative procedures for testing the 
results 

Tr'airvinj; 

* The heart of the MDO system are clearly defined objectives, 

most often stated in a ^^vritten fjDrm. One of the principal tasks in 
the MDO training process is to teach the staff how to write meaningful 
and realistic objectives. The goals set must be achievable in a pre- 
scribed period of time. 

*^The trainlni^ of the Learning Ijesources Center staff in preparing 
objectives s tar ted in February 1972. At that tiine the Department Heads 

were asked to write specific objectives for the next three months of 

1 

operation. Prior to this, several lectures on the system were held and 
the professional staff members v/ere asked to read the available litera- 
ture on the subject. Monthly reviewing meetings were held to follow the 
progress and to discuss the problems. ' . . ' 



The written objeobivoa which are prepared every three months 
by the Departifient Ilead^ij are stated on a specifically designed form to 
cover the specific projects which a department undertakes in the coming 
three monthcJ (see Appendix I). Sometime a project extends over the 
three month period, which is indicated on the form. The specific objec- 
tives must he traceable to the key objectives of the Division, designed 
by the Director at the beginning of each academic year. The specific 
projects are in addition to everyday routine operations conducted in- 
side the department. Projects like revision of the card catalog or 
preparing of audio-visual orientation program are considered special 
projects beyond everyday duties. The form on which objectives are 
prepared states the project title, detailed statement of objectives for 
Die given project, the initiation and completion date, person in charge 

of the project, listing of huji^ijn and physical resources needed for 

\ 

completion, and space for remerk^^. This form also includes entries 
which are filled in during the final evaluation of the project which 
usually takes place at the end of the three months period. At that time 
questions are asked if the time was gained or slippage ocoiared. Also, 
all operational problems which came to light during the duration of 
the project, will be^carefully recorded. 

PlqjiQinii.iiQ£i£d 
\ 

To facilitate visual evaluation o.f^ the progress made in 
achieving the objectives, a -scheduling borad^was installed in the . 
Director's office (see Appendix II). Most of the entries on the f orm . 
are presented* in visual form on the board; the name of the department, 
the title of the project, the name of the person in charge of. the proj-' 



ect. A lonr^ colored bar IndioateM the p^=3rlod or the project. A black 
fla.jj shows where the project atuj.ida at a fjlvon time. This instrument 
facilitates better control o.V the current atatuu of the^project. 



The result.^; are evaluated by the rollowing methods: 

a. Tliroui^h comparison oj; the objectives >'3e . t , and objectives 
achjt^eved. 

b. By interpretation of qualitative and quantitative data 
collected durinf^^ the period. 

c. By monitoring and ineasurint^ periodic proi;jress in the 
project.'3 . 

d. Collecting reedbacl: frcm the Department Heads during 
reviering .'session. 

e. Personal observation. 

The Director and Department Heads liold periodic monthly 
moA'Ings to review performance on the projects. Each Department Head 
reports progress and failures as, tiiey occored during the month. Correc- 
tive measures are discussed for possible implementation during the re- 
maining period of the project. At the end of the three months period, 
or whenever the completion date of the project falls, a full evaluation 
takes place. The final meeting on the project shoiald provide inLforma- 
tion such as: ^ 

1. V/as the project due on time. V/as the time gained or the 
slippage occurred. The time differences in achievement 
are measured in percentages, considering the projected 
period of the project as lOO/o. 

2s What problems arose. All operational problems are spelled 
and recorded in detail. The collected data provides a 
base for corrective measures. 

3. Nov/ realistic the objectives were. If so, the collected •, 
data provides input for standards and is used in fore- 
* casting the measurable future goals. 



4. the Inrorjiiivbloi) rocoLvcd Trom the procodln/j mea.surlng 
dovicej cojiipGLoblve with the liirorjiuib Ion (jathored during 
thu por{:>oJial obtjervatlou oT bhu projoct. IT this l3 the 
catje bhe data collecbod booojnoi^ valid nob only in the 
o'/alufiLi.ou or the pj'ojecb, but alf;o in the^* evaluation oi 
the whole MbO aydtejn. 

i nri hwrii 

The Mi}0 ijyiJtein has been applied at iisocx County College Learning 
Resources Center, sinee February, 19V2 till the presenb time on a trial 
baaia. During thia t'lmc, inrorjnation was gathered which points out 
toward a tjreat usefulness of this system bo the managerial process in 
the Learning Resources Center. 

The fact that the Depai'tment Heads have to prepare periodically • 
objectives, contributes to better plann:uig in the Divi^iion, It, forces 
them to communicate with tlie rest of the staff and solicit their feed- 
back concerning planning. The Department Heads muat make decisions as 
well as influence otiiers to make decisions. This fact decentralizes 
decision-making function in the Division and contributes to more effec- 
tive managejnent throu[:h the people. Objectives become a motivating factor 
because the whole staff is induced to participate in the decision-making 
process which in turn improves the moral of people. They have more 
opportunity to use their own ideas and to plan and control their own 
work. The staff feels more respont^ibility for it. activities which are . 
controlled and stlmula'ted by the objectives ^ratlier than by one central 
source of leadership, which till now was the Director of the Learning 
Resources Center. 

It improved the Director's performance by decentralizing his . 
authority. Now he knows better the decisions he should make and those 
that can be better made by others. The objectives establish conditions "' 



wlilch offer themselverj to clole^^atlon of authority Jo^ra the operating 
levels. The ataff haa the opportunity to inakc majiy of the decisions 
that relate to their ov/n work, which takes the burden from the Director. 

The syjjtem pro^/idea wealth of quantitative and qualitative 
data which offers solid base for evaluation of tlie system and the people 
in it. The operational shortcomings and ineff Icleiicies are easily ex- 
posed and provide the necessary information for control and corrective 
measures. It creates histoz^ic data which after evaluation becomes part 
of the standards indispensable in efficient inanagerial process. 

Finally, it v/as noted that IvIBO contributed to improved perfor- 
mance of ttie Individual staff member, and increased production in the 
Departments. At each of tiie three month evaluation session, a higher 
attainment of the objectives lias been recordiid v/ziich of course benefited 
the* whole operation. 

lioiioJjiiiiQn 

Based on one year of testin;^ it was concluded that the MDO 
system is applicable to the Learning Resour^ees Center operations and 
that it can provide considerable improvement to its administration. 
Throuch its application, the major v/ealoflesses of the previous systejn 
were eliminated. It is a logical, straight forv/ard approach to manage- 
ment which integrates human and physical resources in an on going proces 
of the achievement of certain coals. It was accepted as the prevailing 
management method of operation in the Learning Resources Center. It 
is our expectation and hope that imo will be adopted by other divisions 
of the college and this way will improve the managerial capabilities of 
the whole institution. 
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